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Abstract
 English teaching materials, usually in the form of a commercially published textbook, 
are a critical element of successful English classes at the university level. The importance of 
the class textbook is widely agreed upon yet the selection process through which a textbook 
is chosen is often arbitrary, subjective and carried out in a top down manner. Case studies in 
change management in English Language Teaching (ELT) contexts also clearly show that when 
implementing change, like new class materials, the involvement of key stakeholders is vital to 
success. It is through classroom practice by teachers that real change occurs so the input from 
and inclusion of these stakeholders is very important. Yet in some cases, when teaching materials 
are selected, consultation with these key stakeholders seldom occurs. This paper examines the 
textbook selection process at a university and explores how a systematic and objective process that 
acknowledged change management principles, like the involvement of key stakeholders, lead to the 
successful selection and adoption of a new course textbook.
1. Introduction
 A course textbook is an important component in any language course. Yet the selection of these texts are 
often performed in an ad-hoc, un-systematic way. The potential damage that a poorly chosen book can cause 
is large and should not be underestimated. Introducing a new book is a major change and managing change in 
organizations is always challenging. One key to success can be stakeholder involvement. Over the course of 
this article it will be shown why textbooks are important, a systematic selection process will be outlined and 
the importance of stakeholder involvement in managing change will be highlighted. The process of selecting, 
piloting and choosing a course book at a Japanese university, through a systematic process while adhering to 
change management principles will be described.
2. Discussion
 The textbook, in a university level English program with a focus on listening and speaking, is a vitally 
important cog in a machine with many moving parts. A good course book can provide a sound framework 
for experienced teachers to adapt and improvise from and at the same time give novice teachers solid 
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bedrock from which to build and develop their teaching expertise. Textbooks create a structure with a logical 
progression and help to minimize planning time for teachers while offering guidance at the same time 
(Parish, 2004). More succinctly, “Teachers see managing their lessons as their greatest need. The textbook 
saves time, gives direction to lessons, guides discussions, facilitates giving of homework making teaching 
easier, better organized and more convenient” (Hutchinson and Torres, 1994, p. 315).
 Most importantly though, a textbook should meet the speciﬁc learning needs of the students who will 
be using it. The textbook can provide something concrete for students to rely on and can help to foster a 
sense of learner autonomy by giving the students something to refer to, review from and plan ahead with (Ur, 
1996).  Textbooks often come packaged together with a range of supplementary materials which can enrich a 
student’s learning experience. DVDs with authentic texts and high production values are becoming more and 
more common, as are companion websites and suites of testing software. Most of all though, a good textbook 
should capture student’s interests, expose them to new ideas and give them an opportunity to grapple with 
the major issues that university students anywhere in the world should be considering. For both teachers 
and students, the textbook can be the core of a program and its selection is a major educational decision in 
which there is signiﬁcant professional investment (Sheldon, 1988). Clearly, a carefully designed, systematic 
selection process is of the utmost importance. 
 So if this is the case, and textbooks are such an important part of a course, why then, in many teaching 
contexts, are textbooks selected in what can only be described as a seemingly arbitrary, haphazard process 
which is often performed in a top down fashion? In many cases the textbook selection process, if there 
even is one, is often so opaque that some have gone so far as to describe it as a “black art” (Low, 1989, 
p. 513). Experienced teachers and administrators may feel they have the intuition, and enough professional 
experience to determine what can be considered a ‘good’ textbook by just looking at it. However, as 
Chambers clearly states “Intuition is not explicit. Often it is difficult to explain to others and therefore 
difficult to defend…it can be wrong, it may be hurried or a major factor may have been omitted from 
deliberation” (1997, p. 31). 
 Of course, the consequences of choosing the wrong textbook for your needs must also be considered. 
The selection of the wrong book, one that teachers don’t like or are not invested in, can cause a steep drop in 
teacher morale, and in some extreme cases lead to factionalization and toxicity in the staffroom. Outcomes 
like this are not uncommon and are usually the result of poor implementation. This avoidable outcome can 
be a “particularly keen regret” says Sheldon (1998, p. 238). 
 In order to avoid getting it wrong, there are certain empirical methods that can be used to evaluate 
textbooks. Ellis defines these as predictive evaluation and retrospective evaluation (1997). A predictive 
evaluation is one where the materials that are available are evaluated before they are used in order to 
determine if they are suited to the needs of the stakeholders i.e. teachers, students and administrators. A 
retrospective evaluation is conducted when the materials are in use and there is a further evaluation to assess 
whether or not they have worked well in real classroom contexts.
 Ellis says there are two ways of performing a predictive evaluation. The ﬁrst is to use the expertise of 
others in the ﬁeld by reading reviews in journals or talking to experts. The second is to carry out your own 
evaluation using checklists or guidelines. In other words, a systematic, organized decision making process. 
 The retrospective evaluation can be done by teachers at the end of the book, or unit by unit in order 
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to reﬂect on what has worked and what has not. In some cases, this type of retrospective evaluation can be 
performed during a piloting stage. A retrospective evaluation can also serve as way to test the validity of your 
predictive evaluation (Ellis, 1997).
 No matter which way you decide to go about it, introducing a new textbook is major change in 
an English language learning department. Change in any organization needs to be founded on a “clear 
understanding of the status quo and also of the reasons for undertaking change” (Tribble, 2000). In change 
management, reflecting on the status quo and explicitly examining the reasons for making a change is 
generally known as a baseline study (ibid). This research process takes into account perspectives and factors 
which are crucial to the success of the change.  Sikes points out the dangers of top down changes and how 
deep seated factors must be considered “If the proposed changes seem to be imposed, rather than negotiated, 
and if they threaten or are incompatible with beliefs, values or status…the change will be stalled, and in 
extreme cases rejected outright” (1992, p. 38). The key factor for change to be successful is stakeholder 
engagement. No matter how sound a planned change may be, if it is not supported by those involved in 
delivering it, the chances of it being successful are slim. In the case to be discussed here, the key stakeholders 
were the classroom teachers. Hayes put it best “Teachers must be consulted - and their views respected - at 
all stages of the innovation process, from initial conception to implementation” (2012, p. 53).
 There are a number of beneﬁts to introducing change with key stakeholders involved. The ﬁrst is that it 
is sensible for those who will be using the textbook to be involved in choosing it. The main advantage in this 
is that it leads to a sense of joint ownership in the ﬁnal decision which minimizes the chances of resistance 
and rejection (Chambers, 1997). This approach also helps contribute to the development of an atmosphere 
of trust and empowerment as teachers understand that their opinions and feedback are a critical part of the 
process, which again leads to feelings of ownership and involvement (Barnard and Randall, 1995).  One 
of the main beneﬁts of the stakeholder approach is that it positions the locus of change as being that of 
classroom practice rather than policy. The practicalities of the classroom inform the change process rather 
than top down policy where teachers and those who will actually implement the change are left out of the 
decision making process (Kiely, 2009).
3. Method
 Next, the systematic process of textbook selection in a Japanese university, involving the principles of 
change management outlined above will be described. The ﬁrst step in the process was to ask teachers, by 
email survey, to think about the students’ needs and to consider if there were any ways in which these were 
not being met. In a way, this could be considered the base line study described above. To answer this survey, 
teachers were encouraged to think about the status quo and at the same time, through their reﬂection, begin 
to consider the type of change necessary and the reasons for it. The key theme that came through in teacher 
feedback was that the topics that the students studied should be contemporary, engaging and relevant to the 
students as members of a global community. There was a feeling, expressed in response to the email survey, 
that the current textbooks were not meeting this need.  The new institutional goal of Eiken Pre-1 grade for 
second year students also needed to be considered in any textbook selection process. How would a new 
textbook help to facilitate this goal? Once these broad aims were in place, a series of meetings were held 
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with representatives from the major textbook publishing companies and these goals were outlined to them. 
Following this they provided a selection of different textbooks from a variety of series which they felt could 
help to meet the goals that had been outlined to them. Reaching this stage of the process could be considered 
the beginning of the predictive evaluation. There was now a selection of textbooks that were all possible 
candidates based on the goals and aims that we had formulated.  Teachers examined the texts with the goals 
and aims that had been formulated closely in mind. After examination of the texts the piloting stage was 
begun. During this stage, teachers tested sample units from the various books in class with their students. 
Teachers were given a scaled feedback instrument, designed by the author, to record their response to the 
textbooks in terms of the speciﬁc goals (see Appendix A). Teachers also had a feedback sheet on which to 
record their own more general impressions. Through a process of elimination textbooks were rejected on the 
basis of our stated aims and in the end, one particular series was deemed as a potential replacement textbook. 
From here, all teachers were tasked with piloting a unit of the textbook at a level appropriate to their class 
and then to give the ﬁnal round of feedback on the textbook using the scaled feedback form. Reaching this 
point, gathering and considering the feedback from teachers about how well the textbooks were suited to real 
classroom use marked the end of what can be considered a retrospective evaluation. The fact that a predictive 
evaluation and a retrospective evaluation could be performed before the ﬁnal decision on a textbook was 
made was one of the key strengths of the design of this selection process.  In the ﬁnal decision making stage, 
teachers were approached individually and were asked whether they felt the textbook should be adopted 
and finally a complete consensus was reached. Throughout this process the key theme was stakeholder 
engagement. By involving teachers at all stages of the selection process, the possibility of resistance and 
rejection that can occur when stakeholders are overlooked was signiﬁcantly reduced and all teachers could 
develop a sense of joint ownership of the ﬁnal decision.
4. Conclusion
 In any language course the textbook is an important element. This means that selecting a new textbook 
should be a systematic process, not one which is opaque, arbitrary or imposed. Predictive evaluation where 
the materials are evaluated before they are used and then retrospective evaluation after use, are efﬁcient 
ways to systematize the textbook selection process. Introducing a new textbook into a language program is 
a major change that must be managed accordingly. Principles of change management, like key stakeholder 
involvement, can minimize the possibility of rejection and resistance and lead to joint ownership of a group 
decision. When all of these elements are addressed, a new textbook can be introduced in a way that provides 
maximum beneﬁts and minimizes downsides to the students, to the teachers and to the administration. 
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Appendix A
Textbook selection feedback form
a)  How well does the textbook align with EIKEN goals and CEFR “Can do” statements?
not very well  very well
1 2 3 4 5 
b)   When considering grammar, functional language and vocabulary, how appropriate is the textbook for its intended 
level?
inappropriate  appropriate
1 2 3 4 5 
c)  How balanced is the presentation and practice of the above?
not balanced  well balanced
1 2 3 4 5 
d)   How easily do you think these language learning goals could be assessed?
not easily  very easily
1 2 3 4 5 
e)  How well does the textbook encourage critical thinking on contemporary issues?
not well   very well
1 2 3 4 5 
f)  How suitable is the volume and quality of input (listening, viewing, reading, vocabulary in context)?
unsuitable  suitable
1 2 3 4 5 
g)  How appropriate and engaging are the topics and content for university students?
inappropriate  appropriate 
1 2 3 4 5 
h)  How easily do you think this content knowledge could be assessed?
not easily  very easily 
1 2 3 4 5 
